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Arnnex A

1 SCUSBION

A. THE LANGUAGE PROBLIM

1, There 1s no Agency poliay that dictates the determination of
requirements for lsnguage competence of staff persommel to perform
current assigrments or to assume probable future aselgmments, and that
aggurea continwinz attainment and maintsnance of lanpuage proficlency
by staff persomnel adequate for such assignments.

2, The pressure to get the job dome slong with the lack of pere
gsonmel has prevented development of necesasry competences, elther Ifor
ourrent aselpgmments or for building s reserve to neet univreasseable
future needs,

3., Uarying degreee and types of language competence are required,
Thege rust be developed in advance of need. Development of the minimum
workable competence requires fiom S months to geveral years of full-time
training snd continuous use, or the equivalent; and full proficiency
requires from one year to three years full-time, depending upon the

- difficulty of the lanpuage.

L. There is no authorisstion, under current policy or regulation,
to permit Ageney-sponsored languspe training:

&, not directly related to the current or prospective duty
agglgnment,

be over and above the requirements of duty assigmment, to
contribute to development of full profigiency,

c. in unesusl, difficult or short-supply languages of probable
future signifi¢ance to intelligence, without refersnce to dutly assign-
ment, to build & reserve. ‘

5, ‘There is, at present, no effort incentive for personnel to
develop langumge proficiency, either related to the current jJob or to
butlding of a reserve for future use.

6. The Agency does not &t preaent know the nature and extent ol
its lansuage competences. There is no relisble inventory of sxisting
competence of staff personnel to meet reqiirements of a particular asaign-
ment or problem requiring forelgn language.

7« There is an existing small language proficiengy testing program,
administered by OTR, which 1s developing objective, standard measurenent
tests of individual proficiency in reading, writing, spesking and compree
hending foreign languages, but subrdssion to testing is primarily voluntary.

Approved For Release 2002/01/26€IREDP78.047 18R (b0o 58



Approved For Release 2002701/&@%—RDP78-04718A002200250015-6

8. The weaknesscs of the present gituation, in short, are that
there is no provigion for adequate:

g8, ldentification of current requiremsnts
b, identification of existing competences
¢, meeting of current requirements for language competences

d., davelopment of a reserve of competences to meet future
requirements

e. sncouragement to indsvidugls to develop greater competence
either for the current asyigmeent or &s & contribution to the reserve.

9, In order to correct the inadequacies of the present situation
and meet the objective of the Dirsctor, the following six steps may be
oonsidereds

a, To establish a register of ihe foreign language compebence
of all staff persormel having langusge competence, based upon und form
standard tests, in order to ascertain existing competences and readily
%o identify those individuals competent to meet a specific Ageney lan-
gasge requirement.

b, To reiterate the command responsibllity of each heputy
o rector to determine surrent and future language requirements for the
£ull digoharge of his responsibilities and to take all necessary and
proper steps to assure the continng attainment and maintenance of
language proficiency by staff personnel under hie Jurisdiction,

o« To provide incentive, in the form of monetary swards, to
Caresr Staff persommel to attain and/or maintain defined standards of
worksble proficlency in one or more foreipgn languages.

d. To provide adequate facilities, both within and without
the Agensy, to permit qualified staff personnel to attain and maintain
proficiency, regardieas of the specific language requirements of thelr
Paﬂitiﬁﬂsn

e, To select a limited number of Career Staff personnsl having
exceptionsl gqualifications for intengive training to develop proficiency
in & Ificuly, unusuel, or short-supply languages for which a requirement
may develop.

f. To expsnd and strengthen the existing foreign language

proficlency teating progran %o meet requirements of both an incentive
program and the establishment of a registelr.

"'2" £
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B. IRCERTIVE AWARDS PROGRAM

A number of faetors requiring polisy determination exist in terms
of an incentive program, aa:

1. purpose of the program

2. starting date of program

3. who 19 eligible for sward

L. level and/or type of proficiency to be awarded
5. amount of awards

6. distinction in awards baged on oommand training ss against
voluntary individuxl affort.

These fagtors are discussed balow.
1. Purpose of the Program.

8. A fundamental comsiderstion is the purpose of an incentive
awsrds program. Stated im 4its simplest terms, is it

(1) to sward Agensy employees for sffort as Agency employees
resulting in ssquisition snd/or maintenance of language proficiency at
defined levsls, or

(2) to pay Agenoy employees for maeuﬁ, on of langusge profis-
clency, at defined levels, no mattar howaver or whenever asquired?

b. The somittes unanimously supporta the first alternative: that
an ineentive awards program should encoursge Agency personnel to develop
langusge competence and %o sentribute to development of 2 reserve of
personnel gompetent to mmet current and future Agenoy requirements. The
award 1s sn incentive to individual effort to improve competence and/or
maintain compestence for use by the Agsncy.

¢. The alternative position does not in itself provide an incentive,
but is & bonus for possession of profisiency, rather than for effort
within the Agency.

d. Thes goat in awerds under an incentive-for-affort poliecy would be
gubstantially less than under a bomua-for-possession polioy. Based on
available records, about|jAceney perscnnel have profisiency at native

‘3-
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or advanced levels, which would lnuediatoly entitle them to a bonus
for possessiong this cost would not repreasent effort or development
of Agency language resources, but would be an annual cost in addition
to the cost of awards for effort and development of proficiency by
Agency personnel.

e, The administration of a bonus~for=possession pelicy would be
compiratively easy. Cnly a test would be required to determine pos-
session of proficiency, However, the administration of an incentive-
forweffort policy, if effective now, would not be much more difficult,

-

tions of equity, administration, and cost, is clesely reloted to cone
siderations of when the program should start {discusmed bolow),

fe  The purpose of an incentive awards program, including considera-

2. Starting Date of Program,

2s  Une view, and the unanimous view of the committes, is that the

incentive award program should start as of now, for effort at develop=
ing and/or meintaining fluency following effective date of the prograsi.
As & basis for mpasurement, as well as for the register, language conisw
tences of staff personiel as now eaxistent should be established by
means of forelgn language proficiency tests, and recorded in a register
for use to meet assignments roquiring guch competance. IStafr personnel,
with existing profiglancy no mattor how or when ebtained, would not be

ligible for sward for aghievemert of current proficiency, but enly for
achievenment of proficlency at a higher level or for maintenance of pro=
fleisncy at the saie level, as determined by anmuasl foreign language
profielency tests. The award for achievement ad/or maintenance of
profielency would be for the offort involved therein, and as an effort
ingentive to achleve and/or maintain proficiency for use in the Agency,

be Any other view presents alrost insuperable problems of adminise
tration and incrsaped cost, as well as a program retroactive in effect,

3¢ Who 18 Eligible for Award,

2.  Career Staff personnel (gtafr employeess and staff agents) are
the only assets which in sotual fact are avallable for egtablishment of
& truly longe-term language prolieiency reserve for the Agancy, Only
individuals who have chosen CIA ap & caresr, and been accepted as such,
represent a devendable potential for the Agency's language reserve, it
is felt, therefors, that only Carecr Staff personnel should be eligible
for swarda,

be  Staff personnel, who havs been with the Agency less than thres
ryears and prior to nembership in the Career Staff, who are properly
qualified in aecordance with established standards and procedures,

‘}-‘. ‘ J B e T
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should be offered opportunity to make use of the Agency language
training program, both intemal and at external facilities, in order
to dewelop proficiency which would build their language competence.
They mdght then qualify for award following their membership in the
Career Jtaffl,

¢e HNative speakers (forelgn residents for most of their first
15 years) should mot be eliglble for award in the language(s) concerned,
since their proficiency is already obtained, and no effort is
involved in their maintensnce of proficiency at the highest lavel.
An sward, therefore, would be s bonus rather than a reccgndtion of
effort, end therefore should not be allowsd. Sush persomnel are not
discriminated against, in that they may qualify for awards in other
languages, and thereby also eentribute to dewslopment of the ressrve.

‘ ds Another sxsception to eligitlity for awards should be those
individuals whose grade and sompensation are determined Ly the type

and level of their language proficiency (as, for exsmpls, nmany persons STATSPEC
in FID, who are pald for their ability to read, personsjllvio are

paid for their aursl comprehension, lmguage instructors in OTE, etc.).

These persons sre zlready bsing paid for the language competence they

possess, snd an award would eonstitute a bonus and double pay for the

proficlency they possess., Such persounel are not discriminated againat,

since they have the incentive of tralning opportunity and award to

develop full proficiency in langnages in which they are only partially

competent, or for dsveloping proficisncy in languages for which they

are not aspescifically pald and so qualify for award,

@s The one possible inequitsble discrimination not swvoided by the
progran 1s against the person who is demied use of the Agengy's tralining
facilities because of his inebility to meet prevadling standards for
spproval, inoluding aptitude, motivation, and other congiderations which
indicate a reasonable expectation of attaining a workable level of pro=-
ficdengy. Such a person might then, without Agency assistance, develop
competence adequate to qualify for an award. Although he may quali fy
and receive award and ie not disoriminated against in this regard, he
pregumably has learned the language at personal expense, having becn
denisd the Agincy's facilities. The Conmittes recognizes this discrime
ination and insquity, but believes that instanoes of its occurrence will
be so extremely rare, if at all, that it does rot seem necessary o
provides for 1%,

i« Level and Type of Proficdenay to be Awarded,

a. There is a questlon ecncerrding whether awards should be made
st varying defined levels of proficiency: for proficiency that is
comprehensive (reading writing, speaking, and understanding) or for
proficiency that is less then comprehensive (as reading only, or

speaking only).
w%ﬁ‘ﬁi‘ﬁ"
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b. Either position is supportable in the light of tne overall
objective of building language gompetences and of estsblishing a
language reserve. The question is whether it is more desirable to
devalopt

(1) 4 ressrve of qualified balanced language ofiicers corve-
tont in & comprehensivn manner and capable for all tasks, or

(2) A reserve of language officers qualilled in one or more
facilities only, such as reading or speaking, and able to meet only
specialized, limlted requirements.

c. Three basic differenses in result are involved. Froviding
awards for only balanced, comprehensive proficlency would {a) encourage
the development of indiviiuals capable of meeting any itype of language
needs, (b) greatly limit the mumber of persons who would qualify, and
(c) be comparatively inexpensive. The alternative would not in itself
necessarily ensure ths development of qualified, versatlile language
officers, It would, however, atiract many more persons to develop
soecialized though limited competence (as in reading only). It would
cost more than the slternative,

d. The Com.ittes unanimously proposes a combination of the two,

2, ‘tThe gradation of awards, by providing awards for specialirad
competence only at a high level, but for comprehensive competence at
both intermediate ar< high levels, would encourage development of qualie
fied balanced language officers, asd also award persons who develov 2
high level of specialimed proficlency.

5. Appount of Awards,

a. The range of awards is subject to varying views. it is balieved,
however, that the suggested range is realistic and eguitable. it is
agreed that awards should not be excessive; yeol they need to be sufficiently
substantial %o provide real ingentive. The schedale of awards bclow
would meet the requiremants of being moderate and incentive.

be Two basic principles should control the granting of awards:

(1) Awards should be grented for sffort to acquirs and/or wain-
tain proficiency, and not for mere possession taereof.

(2) Awards should be granted for proficlency nct less than
adequate to permit cffective, even though perbaps limited, workable use
in some Ageney activity wherein language is a requisite.

¢» Persons may qualify for an Achlevement Award at each level only
once, but thereafter msy gqualify at least once every twelve months for
maintenance awards. 1 ‘ o P
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d, Awards shown in the table represent amounts 4o be pald fnr
reaching the gqualifying level from the immedistely lower lovely =a
person edveancing from no mowledge of ths langonzge to High Profi-
ciency {comprehensive) would receilve the total of the amounta for
High and Intermedinrte Proficieancy (comprehensive),

e Hchedule of Awards (see following page),

Tefinitions. The amounie of swards are aignificsndt only in
rvlﬁblaﬂ +6 the nuslity of performsnce required and deseribed below.
The schedula of »wards 18 boased on an estimste of the comparstive
wifort required »f individunle to attain and msintein defined profi-
ciency in different languages, The mmount of awards 1s besed eablirely
on relative difficulty of the lasuguages, not on needs of the Agenay.
control of swards in relstion to the needs of the Agency should be
ascecmplighed by periodienl issse of a list of lsnpuages desiynated as
within this pregram, Such langus, 68 would be designnted by the Dirsglor
of {r:ining, in ommmdtotlon with personz from other comsonents, and
in eonesideration of the langusge requirements of the Agency as well ag
of the register of existing competences and the numbers of persons in
training, Onge =2 person has become a cmndidate to quallfy in a
designated langurge, sud is in approved btraining, his eligibility
to qualify should not be affected by removrl of this language from the
liet prior to his quelifyi.y, nor onve having qualifled, should he he
prevented {rom roceiving maintenanco awards,

(1) Tiigh Proficieney (couprebsneive): sbility to re=i, spesk,
write, and understsnd at a high level of performancej ability to fusce
tion Treely in ths langus; e im non-technical maiters, ab the lewvel of
the educated native, with a high degree of securacy. Thie is the 'wali-
ty of profieliengy thet 1t is sxpected would tequire 2 person of aversge
sphitude the time indieated helow, plus 3~-€ months of active use o the
Language smong Toveign populations, for each language group to aoqulire,

Yormal Study, P llefime Formel Study, Typlesl Part<Pime

Langunge Group 1 9 mos., 3 mos, use 6= 8 years
Language (roup 2 15 mos,, 3«6 mos, use 10«12 years
Language Greup 3 18 mes,, 3«6 mos, use 12-15 yenrs
Langnage (roup b 30 mos., 6 or more mos, 20-25 years (if at all)

{2) Invermediate Proficiency (comprehensive)l: Ability to rend,
spenk, write, and understand st moderate speed with = hi.h degree of nocue
racy. This inclvdes basic familiarity with the structure of the lane
guaga, proficlency in spesking to condust routine husiness snd to handle

c :
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freely normal social-travel situstions, and ability to read news-
papers with the ald of a dictlonary. This is the quality of profi-
clency that it is expected would require a person of average aptitude
the time indicated below for sach Language Group to acquire,

Formal Study, Full~Time Formal Study, Typloal Parb-Time

Langunge Croup 1 S months L= 5 year
Langinge (roup 2 9 months 7= 8 years
Language Group 3 12 months E=10 years
T.anguage Greup L 18 months 12«15 years

{(3) Bpecialized Pmﬁciain%zz Ability to read, or speak at a
high level of psriormance (ns desoribed for High Profisiency (compre-
henslve), sbova),

tie  In comparison with the recommended awards, the British provide
tax-free grants for acquiring profiociengy varying from RILOO to BI50
($280~3420), and taxsble borus pay where in sssignments using the lan-
guage varying from B27.7.6 to $36.17.6 (about £76~$383). The Russian
gysten provides honuses varylng from 5-20% annually of basic salary.

6, Distinetion in Awards,

2,  An ingentive program consisting both of awards and the opporbu-
nity for training leads to the question whether any distinstien in
apount of awards should be made between persons who learn languages at
Apency expense and time or persons who may learn languages st their own
expense and time.

b In pursuit of the Director's objective, an effort to sstrblish
n distinction 1s regarded zs scedemie; for it is believed essenblial, if
the program is to be appreciably productive, that the Ageney provide
every reasonable facility to individuals desiring to eontribute to de-
velopment of the ‘igency's lengunge competence, They should not only be
offered the Agency's training facilities but should be engouraged to use
them to the fullest extent that their regular duties permit, The incen~
tive without the facillty, in terms of time and training, will not
achieve the end desired, while it is recognized that many persons may
not be permitted official time to partiecipste in this program, in bread,
general terms, the rate and quality of developmant towsrd the objeciive
will be closely rel-ted to the degres of use that individuals may wmake
of Agency time and facilities,

c. Realistie approach %o the objestive of the Director, therefore,
dietrtes proviasion Ly the Agenoy of its language training facilities as
an ingentive, as well as of monetrry award, Substantisl realisation of
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are personal. The amount of time required to develoo workable, useable
pro’iclency on personal time {cf. pare 5f, above) means that a program
aimed to bulld a language reserve for the Agency largely by individuasls
studying on personal time simply would not be sufficlently productive to
0e worthwhile. The individual who must, or is willing to work on his
own time shouid not be discouraged, but the program should not seek to
attain its objective primerily through these individuals. Moreover, it
is deemed essential that, as a practical elerent, as well as incentive,
the Ageney must provide the opprortunity (in terms of internal training
and controlled extsrnal trainin:) for persons devaloping language compe=
tence., Furtherrore, the cost to the individual desiring to qualify for
the levels of proficiency described above wo:ld be so great as to nullify
the indugement of the vroffered award.

de Whether or not tie individual takes language training by command
or voluntarily, daring or after the hours of business-~he will have to
soand a great deal of personal time (not compensible as overtime) to
achieva sny workable or awardable proficiency. Since all qualified per=
sons should with nrior approval {basged on aptitude, proposed training
program and proposed language) be sponsored by the Agency for trainng
either internal or sxternal, there is no valid Lasis for making distinetion
in smount of awanrd.

e ¥For these reasons it is falt that no distinetion should be made
with reference to whether the acquisition of fluency is at Ageney or pere
sonal expense and/or tinme,

“e it follows, therefore, that qualified persons should be sneouraged
fullest use of the Agency language training program. lven if duty asaipne
ments preclude voluntary languace training on official time, those desir-
ing to study on their own tims and satisfylnz normal standards for Agency
sponsored training should be financed by the Agency for approved training,.

fv  Pursuant to the foregoing eonclugions, it is felt by the Commite
tee that all staff personnel should have the epportunlty to apply, iN
ADVAICE, to take advantage of the Agencyts training progran, internal op
axternal. Persons ms ndards established by the DTR, a8 suthore
ized in CIa Regnia‘tionmﬂt arply for training in approved, estab-
lished training programs, and must apply for training im a language(s)
on the list of languages designated by the UTR &5 included in this pro=
gram. Specifically excluded from availsble facilities should be all
informsl, non-academie programg, travel, comuercial schools and tutorial
services. Opportunities for training under this program should be limited
by availability or existing approved prograws, Whlle programs for Jta xvibiol |
aight be specially created, normally ereation of special programng for
individuals wo 1< not ba authorized as part of this program, Moreover,
whereas external training at Ageney expense might be authorized for
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development of proficicncy, normally malntenance should be regarded
as a persenal respensibility. Employees maintaining proficlenay
could take adventage of the severel internal activities conducted for
this purpsse, but any expenses for mainbtenance should be met by awards
or ether personal funds,

h., Any staff personnel taking advantage of the Agency's internal
froilities and feiling to demonstrate satisfactory development of
competence should be dropped from training. Any personnel reesliving
financial ald for external tr:ining should be required to submit hime
self =t least once a year for examination, and if it is felt thst hie
progress is less than average for the type of training, Agensy fineno-
ing of his tyaining should be terminated.

w10
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Co CONSIDERATIONS

1. Conduct of thip program cannot be divorced from personnal
requirements for its success. These requirements relate both to the
sdmind stration and conduct of the progran and to participation. In
adoption of the program scme gonsideration should be given to these
requirements identified, insefar as possibls, below.

a, Develepment and maimtenance of the register by the Ofiice
of Personnel prezumably would impose an additional olerical, if not
prefessional burden upon that Office.

b, BDevelopment of the Proficiency Testing Program at a rale
required to meet the needs of the Foreign Langusge Development FPro;ram
would mequire professionsl and clsrieal augmentation of the present
gtafi of one stalf employes and ons occasional consultant now developing
the program.

0 Agtive mapbnse to the program could sipgnificantly increase
the need for OTR to provide more training, to provide more intensive
training, and to provide trainming in languages not now taught,

d« Provielons should be made so that {1) all components of the
Apenoy affected by the responaibility placed upon Deputy Directors to
engure Jlanguags competence where required may comply By aszl gnment of
personnel %o training where required without desoreasing necessary capaw
bility to perform assigned responsibilities, and (2) personas selected
for training ddrected toward development of the reserve may have all
resgonable opportuniiy to participate in the beat avallable iraining,

@+ As presently concelved, in modeat proportions, the selestion
semi-annually of six persons of outstanding promise for development as
language officers need not oreate muy expengs not presently provided
for, on assumption that such persons can be considered, according to
prevailing criteria, for career development alots. Should the Agency
desire, however, to develop the reserve more rapidly, some provision of
spe¢ial slots for this langasge speclalists development might be desirable.

2+« Two general types of expenses would be reluired for the program:
funds for swards, and funds for such training as might be authorised at
external faollities,

8, GCogt of swards 1s diifioult to estimsie in advance. This
would depend on the extent of response stimulated by the program, and
pragtice of standards of quality performsnce that are deemed esmential
if this program is trmuly to develop & reserve of workable language
competence, &s distinct from belng s ®give-away" program for exertion
ol relatively little effort., It is antlcipated that very few perscns will

[ e s il BEEST T
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qualify for High Proficiensy {comprohensive) awerds, and in the more
difficult langusyges it will be several years before sny parsons will
qualify, A d nany people should be able to qualify for Intermediate
Proficiency {comprehensive) and Specialized Proficiency awards. If,
for example, two persons in each language group (8 persons) qualified
for H.gh Prefidlency (comprehensiwe) (cost $3,520), ten persons in each
language group (L0 persons) qualified for Intermediate or Specialized
(oost $8,800), "achievement swards" would cost $12,320 a year. Thore-
afeer, if 11 LB persons qualify annuslly for maintenance awerds, the
annual cost for these would bs #7,160. Over a period of ten years, the
total cost of swards would amount to about $450,000, and the number of
psraons who would receive awards becsuse of ashisvement and maintenance
of workable proficieney would be L480. ‘

bs Iikewise, it is also impossible to estimate the coate of
axternal traiming that might seem appropriste. For the most part, where
the mumbers of people involved are sufficient to meke internal training
esenomical, it is faelt that traiming should be provided internally.
Expense for external treining then should be for that tralning which
cannot be more economically provided intemelly because of numbers of
studenta or unusualnesa of ths languags, or (in the sbsence of an
Agenecy-conducted nipght school) for persons whose duties prevent their
treining during the working day.

3. Davelopnent of adminmistration that is equitasble for persons who
maintain fluengy while oversess presenta a special situation, It will
be feasible to provide testing only st Hesdquarters. In those cases
where persous have established a record of proficlency at any of the
recognized levels and, on return to Hsadquarters, demonstrate mainte-
nanse of fluenay, it is proposed that maintenance awards be granted
retroactively for eash 12-month period from the date on which the person
estabiished his profieiency. Achievement awards, however, would rot be
made retrosctively, but only at time achievement is esteblished by
proficiency test.

he The serior representative of the Ceneral Counsel on the Commd ttee
adviges that the legel question of the suthority of the lirector of
Centrsl Inteliligence, undsr sections 104 and 10B of Public Law 110, 8lst
Congress, to approve a program providing incentive awards for language
proficiency is unsecttled, and is still under consideration by the Office
of the CGenepal Counsel,
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